INTRODUCTION

Few organizations have realized the value of proven project-management principles that increase an organization's ability to not only deliver successful projects and programs,
but also to meet strategic objectives. (Brown, 2016, para. 1) Project management has evolved to become so formalized and specialized that the mere mention of the phrase can be intimidating to the layperson. One can now receive a certification or even a college degree in project management. Complex software programs are specifically designed to help project managers with their work. Experts throw around jargon such as Agile, Gant Charts, Lean, and Critical Path (Varner, 2015) and the acronyms are endless. Space Shuttles and skyscrapers are built on the hard work of project managers and their teams. Project management is a respectable field, and it might be because of this that library managers and administrators would be reluctant to take their organization down the project management path. Because a solid understanding of project management is to respect the skills and knowledge needed to do it well, particularly in relation to very large-scale projects, employing project management processes and techniques may seem unattainable for organizations used to operating under more traditionally soft and less structured processes, such as libraries.
But at its core, project management processes are simple, easy to understand, and very common-sense approaches applicable to the work of all types of organizations, especially libraries. If one were to step back and look at those core processes (the basic shell) of a typical project lifecycle (see the next section in this chapter), the concept reveals itself as intuitive.
Armed with the general knowledge of the core processes, combined with evidence from the business sector related to the value of using project management to achieve strategic business objectives (addressed later in the chapter), most library managers and administrators would agree Johnson 1 This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007 that utilizing these core processes would be beneficial to the work of their organizations. Once on-board with this idea, it seems like common sense, and being able to see this clearly and being willing to embrace its implementation is what one could describe as having a project management mindset. It is the project management mindset that will be the focus of this chapter, advocating that library managers and administrators embracing 'the mindset' as a managerial tool and overall philosophy, and who instill it in their staff, will do well towards creating better organizational efficiencies and help to build leadership skills in their employees. The chapter will advocate for using the project management mindset as a managerial tool equal to or better than established business philosophies such as TQM: Total Quality Management, and that by embracing the mindset an administrator will help add a structure to typically soft library processes and help build future library leaders.
It should be acknowledged that writing about "mindsets" is very popular at present, and there are several definitions of mindset in the popular milieu. Many of the traditional definitions of mindset do not apply in the context of this chapter, especially ones that refer to mindsets as being negative and inflexible, or in ways that indicate mental inertia related to ways of working.
Mindset, for the purposes of this chapter, is meant to be a positive, philosophical way of thinking, a way of thinking that guides organizational processes and ways of working towards positive results. In addition, it is implied that the project management mindset is one mindset that can and should intermix with other types of positive mindsets simultaneously in order to affect the best administrative approaches possible. The concept of mindset should also not be confused with another trendy topic, mindfulness. Again, for the purposes of this chapter, mindset and mindfulness are distinctly separate concepts.
Johnson 0
This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007
THE BASIC SHELL: PROJECT MANAGEMENT 101
The first thing you need to realize is that the underpinning of all projects is a framework of specific processes that produce the artifacts of project management. (McBride, 2016, p. 2) Definitions of the word 'project' abound. One frequently cited is from the Project Management Institute (PMI), " [A] project is a temporary endeavor undertaken to create a unique product, service or result" (PMI, 2017) . Two key components of the definition are that projects are temporary and they are unique. Because they are temporary, they have a defined lifespan, a beginning, middle, and end. The skyscraper is planned and built, tenants move in, and building operations and maintenance commences. The library's map collection gets moved from the third floor to the fourth floor and patrons now go there to access the needed items. Projects are unique because they are one-time endeavors. You can only move the maps to the fourth floor one time.
Might the maps need to be moved again? Yes, but when that time comes it will be a new project because new considerations and parameters will surround the need for the move. It should be noted at this point, because libraries are heavily involved in event planning, for the purposes of this chapter, event planning will not be considered project management. There is a body of literature that describes the similarities and differences between the two, and good event planning leans heavily on project management processes, but this chapter will not delve into those comparisons. Suffice it to say that events have a unique layer of management surrounding constantly changing and evolving event details and requirements that make planning events different from typical project management.
Beyond the definition, a simple way of conceptualizing a project is through the list of Project Attributes. A project contains these elements: (McBride, 2016, pp. 3-4.) Thinking about project management from the perspective of the five principals and the project attributes helps to relate the myriad things done in libraries as projects, large or small.
Even without knowing anything else about project management, and using the principals above as the basic project framework (shell), library staff could adequately manage projects. Simply asking staff to implement and communicate surrounding the principals for all library projects would go a long way toward helping libraries improve processes. But libraries can, and should, do more, and additional details that expand upon the principals and attributes will be outlined at the end of the chapter.
THE PROJECT MANAGEMENT MINDSET: PERSPECTIVES FROM BUSINESS AND
INDUSTRY
Create a culture or mindset acknowledging the benefit of project management as a methodology that enhances your organization's ability to achieve strategic initiatives and gain a competitive advantage. (Brown, 2016, para. 3) Understanding the shell that unpins all projects, and seeing its simplicity, is the first step in the process of adopting a project management mindset. Library managers and administrators would also do well to look to business and industry. Ample evidence from the business sector exists related to the value of using project management to achieve strategic business objectives. In fact, the mindset approach to project management had already been coined and written about in that domain numerous times, going as far back as 1993 (Abudi, 2009; Brown, 2016; Dalcher, 1993; Lacey, n.d.; PMI, 2016) .
In "Realizing the Value of Project Management", Brown writes about five key components necessary for businesses to successfully realize the full value of project management principles organization-wide:
1. Create a culture that recognizes the benefits of project management, 2. Engage executive stakeholders, 3. Standardize project management principles, 4. Develop project and program managers, 5. Implement a benefits realization program (2016, n.p.).
Of those components, the first two focus heavily on executive (or applying this to libraries, manager or administrator) involvement in the success of the initiative. For example:
Create a culture or mindset acknowledging the benefit of project management as a methodology that enhances your organization's ability to achieve strategic initiatives and gain a competitive advantage. Begin by implementing a top-down change-management plan that provides a structured approach to support individuals within the organization
as they move from their current project-management beliefs to an effective projectmanagement methodology befitting your organization and its strategic direction (Brown, 2015, para. 3 (Brown, 2015, para. 4 ).
In the Project Management Institute's annual Pulse of the Profession report, the following essential points are highlighted in relation to consistent organizational adoption of project management best practices:
• Project management empowers people, rather than restricts them, • Project management encourages innovation by facilitating teamwork and collaboration, • Project management helps organizations fulfill client objectives without risking their own profitability, • Project management practices, implemented from day one, improve the chances of delivering a project on time and on budget, • Project management practices serve as a valuable competitive advantage (PMI, 2016, p. 14). (Horwath, 2012, p. 30) Building on the project framework, coupled with an understanding on how the for-project sector views the value of project management, library managers and administrators should contemplate current pressures facing their own profession, and how that affects organizational change. A common theme in the library literature focusing on organizational change is the effect the field has undergone due to the advent of information technology and networked environments.
Descriptive and urgent adjectives such as rapid, transformative, precipitous, and disruptive are used (Maloney et al; . Coupled with this constant and rapid change is an ever-present need to consider the revamping of current service, or the offering of new products and services, the implementation of which happens (or should happen) via projects.
A secondary theme tied to this is the need for an agile and flexible library workforce to keep up with the changes. Libraries need staff with skills and leadership abilities; people to manage the projects that are being generated as a result of the constant change. here we fail the most at is in acknowledging and planning for constraints. Our "projects"…don't have defined budgets and/or dedicated resources and often we even forget to assign an end date. Instead we just heap additional responsibilities on already stretched staff members and neglect to provide them with time off the desk to get things accomplished. Our time frames are loosey-goosey and we seldom assign end dates -for the most part it's 'whenever we have the time to get around to it.' And our scope? Well it may be defined at first, but without a well written project plan, we often experience creep and redirection. The bottom line is that the end result is rarely what we set out for" (Blowers, 2007) .
Reading between the lines, one can infer that this is actually a not so gentle nudge to the field of librarianship to do a better job in the area of project management. The premise is simple:
The problem is not that libraries do not have projects, it is that libraries can and should do a much better job at prioritizing, managing, and running projects. That is not to say that this applies to all libraries. Of course, many are embracing project management practices, especially for large-scale or IT intensive projects. But there is truth to Blowers assertion, thus this chapter advocating for project management as a management technique.
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The systematic approach to organizational improvement taken by the Lexington Public Library ties to larger organizational investments related to strategy. Blowers (2012) "A road map demonstrates the relationship of two or more projects toward achieving a long-term vision or goal. It helps people see how your strategies are translated in action (projects) and the connection between projects over a progressive time period. Without a clear and well-communicated road map, it's easy for management and those in decisionmaking position to lose sight of the relationships between multiple small projects (especially when funding for the entire road map may span several years)" (Blowers, 2012, p. 26 ).
Thinking of projects as being "strategies translated into action" can help managers and administrators see the overall benefits of the value of the project management mindset.
Ultimately, project management is one part of the larger planning strategy for libraries focused on taking systematic steps to improve their processes and meet their goals and objectives.
THE PROJECT MANAGEMENT MINDSET: LEADERSHIP IMPERATIVES FOR LIBRARIES
In a learning organization, followers must be willing to lead and leaders must be willing to follow. (Boatright, 2015, p. 344) Understanding the relationship of projects to larger strategic initiatives and organizational capacity is a good step towards embracing a project management mindset. Another way of approaching the topic is to consider the leadership needs of the library, as well as the profession of librarianship, and how project management ties to those needs.
This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007 Badia (2015) discusses two methods by which library staff can effectively hone their leadership abilities, to the overall benefit of the organization: 1) Projects and 2) Service in professional organizations. While the bulk of the article details case studies, core aspects that make this article relevant in the context of this chapter are the literature review, which focuses on leadership and organizational development in academic libraries, and contains practical advice about how managing projects builds leaders. In the article, projects are described as "safe 'learn by doing' leadership training" and highlights that the same factors that lead to successful projects are the same opportunities and experiences that build successful leaders. She summarizes the project management section by highlighting how project management can help librarians better understand their organizations as a whole, thereby understanding, "the larger picture, that is, understand how the organization functions and the potential effect of specific actions on the library as a whole" (Badia, 2015, p. 2) . This latter benefit, the tie in to understanding the library holistically, is the benefit of adopting project management principles and ties to directly to the topic discussed previously focused on organizational change in the rapidly changing environment. The philosophy should also be extended beyond those with the librarian moniker to all library staff.
In "Leading the library (when you're not in charge)", Boatright (2015) expands upon the concept of the benefit to the individual outlined by Badia, and ties to the introductory section of this chapter by focusing on principles outlined by business and psychology. Boatright, as does this chapter, emphasizes the "theoretical concepts and practical ideas just waiting to be applied to librarianship" (p. 344), highlighting two of the most important: 1) Planning strategically and 2) managing projects. Shared leadership in the library organization is the emphasis of Boatwright's This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007 article, using proper strategic planning tied to project management as the keys to helping libraries achieve this goal. Regarding the latter, she emphasizes: "Once you understand your vision and have clear, measurable goals in place, it is necessary to begin managing your projects and putting in the effort that will lead to success" (p. 348).
Lastly, in "Leading from the side: The role of middle and project managers in leadership development", Creelman (2016) project managers] share the lessons they learn from their experiences with library administrators in order to identify training and resource needs and to help develop a library-wide culture of leadership development" (para. 18). This chapter is that sharing of lessons learned, from the perspective of a former project manager and current middle manager, who via direct experience, learned the benefits of adopting the project management mindset as an administrative approach is essential in building future library leaders.
THE PROJECT MANAGEMENT MINDSET: PRACTICAL IMPERITIVES FOR LIBRARIES
It is clear that project management in libraries is here to stay. (Kinkus, 2007, p. 361) This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007
For decades, the literature of business and industry has solidified project management as tying directly to strategic imperatives, and now the library literature is slowly catching up. Beyond the strategic though, is the practical. Kinkus exclaimed as early as 2007 that "project management in libraries is here to stay" and it is clear from this book that this assertion is true. It is also clear from the literature of library leadership that the profession is and will be in need of new library leaders, but according to Blowers, libraries are notoriously soft on attention to project management best practices. Developing the project mindset is necessary to move beyond the soft processes to more organized approach.
In order to develop the mindset, and understanding of current mindsets should be considered. Unfortunately, the library literature offers little insight, with the exception of one article. Lawrimore (2013) discusses the distinct mindsets of archivists and library IT professionals related to managing projects, and how a greater understanding will assist in working together to achieve success. In the article, the IT mindset is described as being more suited to projects because of the nature of the IT profession overall, especially in the face of rapid change "[t]his field typically requires that professionals adopt a more flexible, projectbased mindset. A specific need is identified, tasks are laid out, deadlines are set, and progress towards the stated goal is monitored. Rapidity and adaptability, not longevity, are favored-since it is understood that a tool created today may be considered out-of-date in the very near future" (p. 191). Likewise, though, archivists are also described as having a project management mindset, in the form of carefully managing, organizing, and preserving collections, but with a slower, more considered approach to the task. Lawrimore advocates for a merging of the two (IT and archivist) mindsets:
This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007 "Archivists, like IT professionals, have always held a project management mindset in that each individual collection processed constituted a single project that must be planned and managed accordingly. Likewise, information technologists, like archivists, should have a keen attention to detail in order to produce useful tools and programs. In order to create a productive partnership, the two must meet in the middle. The archivist must develop projects that fit within the scope and capabilities of an IT department, but also fit into the larger scope of the archives' mission and goals. The archivist and information technologist must work in tandem to create a timeline with structured markers for judging progress towards the end goal, with room for change as development progresses. In doing so, the archivist must abandon the mindset of "getting it right the first time" and be more responsive to quick, on-the-fly changes and a sense of agile development" (Lawrimore, 2013, p. 191) .
The tension related to the divergent mindsets discussed in Lawrimore's article is acknowledged by project management experts who write about "project culture" and the difference between 'organizational managers' or 'functional managers' and 'project managers' and the way they approach their work. In "Towards a Design for the Project-Based
Organization" the authors write about project culture and this tension (Miterev, Mancini, & Turner, 2017, 486-487 Detailed project management practices go beyond the scope of this chapter, but a basic understanding based on practices outlined above will take the library manager and administrator towards an adequate understanding helpful towards adopting the project management mindset.
THE PROJECT MANAGEMENT MINDSET: CONCLUSION
To achieve performance improvement, organizations must be constantly changing...Change, and the need to manage change through projects, is now an endemic part of business life: it is the new normal. (Turner, 2014, p. 1) Beyond this chapter, the first chapter in Turner's The Handbook of Project-Based Management:
Leading Strategic Change in Organizations (Fourth Edition) is an excellent next read for library managers and administrators interested in adopting the project management mindset. The title of the chapter is "Leading Change" and the chapter serves to solidify the concept of the projectoriented organization, one that has moved beyond the Total Quality Management movement of the 1980s, and establishes that project management is, in reality, the new general management.
There are many good books on project management, but this one serves to frame the topic less as This article is © Emerald Group Publishing and permission has been granted for this version to appear here (scholarworks.montana.edu). Emerald does not grant permission for this article to be further copied/distributed or hosted elsewhere without the express permission from Emerald Group Publishing Limited. DOI 10.1108/S0732-067120180000038007 a "how to" manual (although there is plenty of content in that area) and more holistically from the organizational perspective and written specifically for managers and administrators.
Through an examination of how business and industry has responded to the "new normal" of constant change, to a look and the field of librarianship, it's need for future leaders and the need for more formalized processes to "get things done," this chapter has outlined a case for managing libraries using the project management mindset. From the business literature, the evidence is clear that project management has become a key component in the success of organizations in the public and private sectors. The library field would do well to recognize what business and industry have been practicing for years, using project management for organizational improvement and efficiency to meeting strategic objectives. And library managers and administers would do well to adopt the mindset, to the benefit of their organizations and the library profession-at-large.
